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I. INTRODUCTION

The rapid changc in modern society places an increasing burden on
public education to improve its capability to rlan effectively and efficiently,
in order to i2spond to individual and societal neeads.

An aware, sophisticated public has increased its expectations of
ity institutions. Subsequently, pressures are placed on education to
utilize modern planning techniques end technology to provide radical
solutions to social problems. Many State educational agencies, in response
to these pressures,have devéloped mechauisms within the agency which provide
them with a capability for continuous, comprehensive and coordinated planning
for change.

This report includes a review of the techniques employed by other
state educational agencies to determine to what extent Dolawarc can
implemznt the most feasible modern planning stiatcgy.

The following is a proposal for developing a planning unit within the
Delaware Department of Public Instruction which would coordinate continuous

and compreheonsive planning throughout the Department.
&}



II. STATEMENT OF THE PROBRLLM

The problem is to determine and establish a planning unit to provide
the Department of Public Ianstruction with the capability for continuous,
comprehensive, long-range and coordinated planning.

Specifically, the problem is to determine:

1. The functions and responsibilities of the planning unit;

2. The organizational structure of the planning unit;

3. The roles and cumpetencies of the planning unit staff;

4. The organizational relationships of the planning unit within
the Department of Public Instiuction;

5. The organization:l relationships of the planning unit outside
the Department of Public Instruction;

6. A generalized planning strategy; and

7. A procedure for evaluation of the unik.

In addition, the problem is to determire the stages far gotablishing

the planning unit within the Department of Public Instruction. ’
(o}




III. DEFINITIONS

Most of the concepts which appear in this study are cowmmonly used terms.
Several of them, however, are used in this report with apecific reference to
modern educational planning techniques. It will be helpful to define these
terms:

1. Corqprehens:lve:1 This term is defined with regard to both scope and

depth.

a. Scope: Recognizing human limitations for identifyin; all elements
which the term comprehensive implies, it is essential that
the planning procesc is designed to allow for:

(1) Continuous renewal and updating as integral components
of the process and,

(2) Effective processing of problem inputs that mab be
encountered in the future,

b, Depth: The application of a detailed aﬂalysis concerning any given
problem input, or set of related problem inputs which will
define such inputs in a logically sequeniial crder
prerequisite to the identification, study and analysis of the
underlying causative factors with which the planning process
must be concerned.

2. Effect:ivenen‘_gé2 The performance or output received from an approach or
a program. Ideally, it is a quantitative measure which

can be used to evaluate the lzvel of performance in

relation to some standard, set of criteria, or end objective,




3. Elgggggﬁ:3 A process of preparing information ia the form of a
set of alternatives together with estimates of the
consequences of these alternatives, to aild in decision-
making for policy furmrulation and administrative action.

4, Planningﬁpapablligy:a The orgonizational, procedural, technological,

and support arrangements by which an agency has the
capacity to apply problem-solving processes to any
problem which it may face.

5. System Analysis;5 The process of determining the parts of a system

and the way in which they relate one to the other and with
tire total system. It is used during the problem-solving
process for (a) fdentifying problems, and (b) analyzing
a problem and setting goals.

The followi.g is an operational definition of comprehensive educational

planning, in which cent:al concepts are mearningfully interrelated. As a

conclusive statement of the efforts toward better educational planning, it will

scrve as a focus for the planning strategies and design,

""Comprehensive educational planning is a process to produce valid
information in the form of alternative courses of action, together
with predicatéd consequences of such alternatives, to aid decision-
making by those engaged in educational policy formulation and
administration. The process should be capable of providing
information relative to any educational problem input and should

incorporate self-renewal and updating as essential features."®

FLN



IV. STATIMENT OF NEEDS

The demands on the Department of Publiz Instruction for plamming are
numerous. Obviously, the Department must utilize available resources to plan
for the annual budget. Morcover, the amount of planring required for the budget
has been increased: now budget policy allows a Department to determine where
their budget ic to be cut rather thun having the State i;dget Director
arbitrarily cut certain areas. To effectively utilize thls aathority, the
Department must set priorities and coordinate planning. Next, ihe Capital
Improvements Program requires agencies to submit capital needs for six years
in advance. ' In addition, legislation requires a great deal of planning by the
.Department. The Department must prepare needed legislation #3 well as plan the
implementation of bills which have been passed. The Department is further
delegated the responsibility for establishing standards and guidelines in broad
areas for education and preparing policy for approval by the State Board of
Education.

Federally-funded programs require systematic plans with a "built-in"
process of evaluatica. To take full advantage of this potential resource, the
state level of éducation must improve its planning capability and stimulate
improvemenfs at the local level.

.Jartheimore, the Department needs to coordinate planning; planning is now
fragmented into organizational divisions, with no formal structures to proiide
balanced coordination.

Such structures must be established so that resources are utilized most

efficiently in planning and implementing educational policy.




In brief, the Relaware Deporement of Public Instruction needs te develop
2 modern planaing mechanien to fuliill its operaticnal, regulatory and leadership
functions. Leadership includes ail those functions not included as operatioaal
or regulatory, and specifically the tfunctions of Services, Planning and
Public Relations.

For the sake of present cnd future education--not only in Delsware, but
throughout America--State educational agencies nust not only utilize the nost
advanced stratezics in plarning, but must also stimulate all cther levels of th-
educational system to improve their planning. By this interaction, stcady
progress will be made toward better education for all.

To effectively and efficiently meet planning demands, it 1s necessary
for the Department to utilize conprehensive planniung as a tool for the decision-
makers and administrators. A plaaning mechanism docs not itself make decisiouns
or put them into action, but increases the strergth and effectiveness of those
who do, by collecting, ordering and analyzing the information needed to make
effective decisious, to translate them into action and to evaluate their
success.  fhis planning mechanicm increascs the strength and background of the
Sunerintendent, the State Board of Education, the legislators, and all lower-
level administrators to mike meaningful decisicr§ and carry them out effectively.
This is especially important to the Superintendent and State Board, who must
make decisions continuously, yet often with incomplete information, inadequately

organlzed.




V. PROCEDURES

The problem was formulated by the Director of Research and Publications
of the Delaware Department of Public Instruction. Upon approval by the Superinteﬁdent,
it was submitted to the Division ¢f Urban Affairs, University of Delaware, as &
proposal for the Governor's Summer Fellows Program. Under the auspices of this
program, the author, a recent: vniversity graduate, was commissioned to undertake
a ten-week study of the problem. This report presents the results of that
investigation.

Several procedures were utilized to study the problem. An extensive
Yeview of the literature was made. Current literature on various planning
techniques devised by the military, by corporations, or by educational agencies,
was examined in depth. Reports produced by or on Delaware Department of Public
Instruction operations were alsoc closely studied.

Active involvement in functions of the Department provided a more detailed
picture of the specific planning nceds of Delaware's.Department of Public
Instruction. The author attended numecrous meetings and councils of Department
personnel engaged in planning and policy-making. Also, as a member of the
Research and Publications staff, direct contact with the daily operations of .
the Department was maintained. 1In addition, private interviews were arranged
with Qarious Department leaders to fully examine present planning operations,
to specify areas which need improved planning, and to explore the attitudes of
Department leaders toward planning. |

From these investigations, the author prepared this report, applying modern
plaﬁning theory as exprassed in the literature to solve the specific educaticnal

planning needs of the Delaware Department of Public Instruction.




Vi. LIMITATIONS OF THE STUDY

There are several limitations inherent in thic study. The author, a
recent university graduate, had no specific expertise in either planning
technology or the functions of state-level education. Also, the investigation
was limited to a ten-week period of time. These factors reduced the possible
scope and depth of the investigations.

There were furiher limitations in the procedures used. As stated above,
numarous reports and studies were examined, and the findings were translated
to meet the specific needs of the Delaware Department of Public Instruction.
Pnfortunately, reports and studies often overstate the value of their findings.
The findings of these reports have nowhere been validated in an experimentally
controlied situation. Instead, recommended structures and techniques are basecd
on educational planning theory. This body of theory has been systematically
developed only in recent years, largely as a result of federal aid to state
education agencies for improving planning.

Because this theory is not fully developed and validated, proposed
structures and techniques, found by experience to be successful in some state
education agencies, may not be applicable to the Delaware Department of Public

Jnstruction.




VII. REVIEY OF Tid¥ LYTERATURE

The literature reviewed could be best examined by classification Into
categories. Within each category certain aspects of planning vere explored, and
certain approaches were utilized. The following is a summation of these main
categories:

A. Corporat: Planning Reports:

Reports in this category consisted of studies initiated by business
and corporate management. They examine the neceds for planning and delineate
problems which have arisen in the implementation of planning. The commen approach

utilized in these studies was to cite ineffective planning mechanisms in contrast

", to successful planning techniques which improve efficiency and coordination.

These reports isolated several potenfial difficulties in instituting
effective planning. These included: initial resistance (particularly from
weak or ineffective divisions) to evaluation and structured, 2fficient planning
techniques; resistance caused by fears that the plauning unit would "take-over"
decision-making; rejection or poor implementation of proposed plans and designs,
because of ignorance or misundersranding of the planning methods; and isolation
of the vnit from the "action"” or implementation of the plan. Proposed solutions
included: initial projects for the unit in highly "visible" areas, working
- with divisions who are positive toward planning; in-service training for
Department persomnel In advanced planning methodelogy, both to imriove thelr
own planning and to aid their understanding and acceptance of the planning unit;
and the design of an organizational context within which the planning unit
functions to prepare proposals for decision-makers and te guide implementation
of the plan.

Corporate planniﬁg differs from educational planning in one important

respect: goals. Business works toward one goal of financial rewards.
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Education must aim toward a «wide range of goals in human development,
for both societal and individual rcwards. This subtle distinction may limit
the planner's ability to translate certain corporate planning techniques to

the field of education.

B. Planning "onference and Workshop Reports:

These reports were summations of conferences and workshops held to
discuss improved planning techniques and to give leader; experience in
utilizing these techniques. The topics for discussion included: problems
which arise in implementing comprehensive planning; planning functions appropriate
to state educational planners; and the application of modern planning tools to
educational problems. Some workshops focussed on a delineation c¢f goals and
priorities for state education, ’

The value of these studies was limited since the main value of the
conference was often the active participation in utilizing modern planning tools.

Furthermore, the main focus of the conference was usually to direct the discussion

to specific problems and prioritics of a state or region.

C. State Fducation Agency Re2poris on Educaztional Planning:

Studies on educational planning have multiplied in the past ten years,
luxgely as a result of federal funding. State education agencies have not, and
. perhaps cannot, utilize experimentally controlled situations to validate
eduéational planning theories.
A variety of other techniques were utilized by state education agencies
to study planning needs and to design mechanisms which would effectively provide
solutions to these needs. Intra-departmental and inter-state conferences and

workshops were held to delineate needs and to explore the merits of various
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planning designs. Individual states evaluated and adjusted their planning
wmechanisms to dectermine the optimal pattern to fit theilr particular characteristics
(i.e. size of the educational agency, sophistication of the personnel in planning
techniques, objcctives and priorities). Some departments utilized advanced
planning techniques to analyze agency needs and to delineate solutions. They
defined the problem, quantified their objectives, set priorities, determined

flow charts and PERT networks, explored cost—behefit analyses, and designed

both a planning mechanism and a system for evaluation aud renewal of the mechanism.

Federal regulation of funds provided structures within which the
methods and findings of educational planning are coordinated, compared and
interpreted. Modern educational planning theory has emerged as a result of
this systematic coordination and evaluatica.

The findings of state educa:tional planmaing reports vary to meet the varying
needs of the state. However, the findings are conclusive on several points. All
state educatinnal agencies insist that a separate planning unit must be
established in direct contact with the Superintcndené in order to be effective.
Also, educational agencies concur in providing the expertise of planning
specialists on the planning unit staff,

The planning unit is designed to functiér as a fool to p;;vide ordered
and analyzed information on élternative solution® and the consequences of such
solutions, to aid decision-makers and administrators in policy-formation. Various

functions and responsibilities, structures and designs are formulated to fit

the particular state education agency.

D. Delaware Department of Public Instriction Reports:

Numerous renorts by and on the Delaware Department of Public Instruction

were reviewed. Types of reports reviewed included statistical reports, School
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Laws of Delawarc, State Board of Education Reports,; description reports on
Department of Public Instruction structures and relationships with external
ageneles, planning reports prepared by Department personnel, and reports on
Department functions by outside agencies.

Planning reports procuced by the Department were particularly
studied to examine the extent to which procedures of comprehensive analysis
and evaluation were utilized.

These planning procecdures were utilized only in limited areas:
in general, the most comprehensive reports are produced in areas where required
hy legislation.

The review of this literature provided necessary information on roles and
responsibilities, structures and relationships throughout the Delaware

educational system,
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VIII. THE PLANNING UNIT

INTRODUCTION

From a review of planning mechanisrns designed by other state agencies,
in combination with a careful examination of the characteristics of the
Delaware Deparctment of Public Instruction, it is possible to determine an
effective planning unit for Delaware. This thcoretical unit provides the
DPI with continuous, comprehensive, coordinated and long-range planning.

In reality, however, there are numzrous barriers to the full operation
of this planning unit. In addition to determining a model planning unit, it
is necessary to establish the steps or stages which the Department must take
to establish this unit.

The following sections of the report present an effective planning unit,
and steps for the Department to take to 'phase-in'" the planning unit. 1p
the section entitled "The Planning Unit", the form, functions, and relationships
of the fully effective planning unit are outlined.

Subsequently, in the section entitled "Phazes for the Establishment of 2
Planning Unit in che DPI", the author proposes steps for the Department to take

to "phase-in" to a fully effective planning capability.
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A. Functions and Respensibilities

The exact functions and responsibilities of the Planning Unit need to
be determined. The planning mecharism must provide the Department of Public
Instruction with

°Continuous

®Comprehensive

°Coordinated

°Long-range
planning, in the form of sets of alternative courses of action for decision-
makers. These are the four basic arecas of responsibility of the Planning Unit.
It must engage in a wide variety of functions to fulfill these responsibilities.
The following is a list of suggested functions for the Planning Unit, compiled
from numerous sources on state education'agency planning. This is not intended
to be a complete list of functions. Rather, it indicates the nature and scope
of activities the Unit will perform. Additional tasks will be performed by the

Uoit as needs become evident, and resources are available.
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°long-range

-cstablish the datr.. needed to uake long-range projections

-investipgate data sources currently available

-identify additional data nceded for loug-range planning

-provide for the collection of all data relevant to long-range planning

~assist in the development of a data bank of all information necessary to
make long range plans (i.c. data on pupils, personael, resources and facilities)

-establish a program for the ordering and analysis of relevant data

~compile a thorough, projectcd analysis of future trends in enrollnent,
revenue, etc.

—identify and define projccted goals for education

—-identify and define projected social, economic, political, cultural and
individual demands on education.

—identify and define critical problem arcas of the future

-establish priorities for education in the future

—-identify alternative long-range and intermediate plans for educational services
and programs

-prepare simulation models, cost-benefit analyses, aad other techniques for
comparing the coasequences of altcrnative coursecs of action

-recommend a comprehensive, coordinated long-rangec plan, with a system of
evaluation, to decision-makers and administrators

-recommend the developmnent of legislation and policy necded to provide
satisfactory support the for long-range plan

—~-coordinate the development of nceded measurement instruments and techniques
to improve the capability for long-range planning

°coordinated

-coordinate the training of ecducational personitel in the DIFI in advanced planning
techniques (i.e. systems analysis, PERT, simulation, cost-benefit 2nalysis, etc.)
-coordinate the training of educational personnel in local educatloral agencies
in advanced planning techniques

-establish communications patterns within the DPI to facilitate coordination of
planning between divisions

-help to avoid duplication of effert in Department planning

-coordinate planning in areas where the problem area encompasses more than one
division

-relate DPI planning to federal, regional and local educational planuing

~assist local educational authorities in devcloping their planning capability

-prepare comprehensive plans for local educational authorities upon request
-involve local educational personnel in planning activities cf the DPI where
feasible '

—communicate innovative values, concepts and programs to all levels of education
to provide a common frame of reference and to decrease resistance to change

-help to influence and implement change through mutually advantageous an¢ necessary
cooperation between industry, education and government

-continue cooperative efforts with experts in other fields of planning; for example:
city plamners, professional planning consultants and land use planners

-coordinate state educational planning with planning efforts in other state
agencies; stimulate the development of planning capability where appropriate
-cooperate with other educational institutions in educational research and:
demonstration projects

~coordinate between local education authorities and educational resesrch institutionms,
assisting in the development of educational programs and services

-contact all agencies or interes*% groups concerned wfth education and provid liaison
between these groups and appropriate elements of th. educaticvnal system

ERIC - .

wll Toxt Provided by ERIC
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°comprehensive

~identify and define current goals of ecducation

-~identify and define current -.sources available to state education

~identify and define current sociul, economic, political, cultural and individual
demands on education

~direct an assessment of the status of education in relation to stated goals
~identify and define critical problewm arcas of education

-develop and implement a process for determining educational priorities
~identify problems or problem arcas where planning assistance is necded

-provide in-service training to DPI personnel in advanced planning techniques
(i.e. systems analysis, PERT, simulation, cost-benefit analysis, etc.) to
assist them in planning

-cooperate with the data processing division, the research division and all
other information - gathering elcments of the DPI to improve the collection
and analysis ol relevant information for planuing

-assist with the developacnt of a data bank of information necessary for
effective educational planning

~identify new tools in educational planning and inform relevant personnel of
their usefulness

~develop needed measurement instruments and techniques for improved planning

—-analyze all aspects of problem inputs submitted to the planning unit, utiliziag
the most advanced systems analysis available

~-investigate new educational applications in formulating alternative strategies
for the problem sclution

-generate alternative means to attain the educational objectives desired

-analyze the consequenccs of alternative courses of action by various planning
techniques (cost-benefit analysis, PPBS, simulation, etc.)

~-provide decision-makers with the analysis of the problem, and the investigation
of alternative strategies

-assist with the implementation of plans, by developing implementation strategy
and preparing for necessary legislation.

~-involve key representatives from various levels of the educational systenm
where appropriate and feasible, to increase the contact with planning procedures
and to widen the scope of idecas and interests involved

continuous

-provide for the periodic review and updating of educa%ional goals

-provide for the periodic review and updating of educational resources

-provide for the periodic review and updating of social, economic, political,
cultural, and individual demands on education

-provide information and communications patterns to keep educational personnel
apare of advances in planning techniques, program development, and information
systems

-establish evaluation procedures in the development of every new plan

~-review current programs and establish procedures for periodic evaluation of
the program

~provide a structure for the continuous evaluaticn of coordinated state
educational performance and output

~assist local educational authorities in evaluating their programs

~disseminate information evaluating the implementatijon of various programs,
especially experimental programs

-evaluate DPI operations, as to their efficiency and effectiveness, and recommend

improvements
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B. Organizational Structures
With relatively minor modificatious, the Delaware bepartment of FPublic
Instruction can adapt its organizational stiuctures to establish an effective
Planning unit. The major aspects of the restructuring will be outlined in this
section.  Structures arc proposcd for: (1) the position of te planning unit
within the Department of Public Instruction, and (2) the administrative organization
of tihie planning staff.
1. DPI Structure
The literaturc reviewed strongly reconmends the establishment of a
separate planning unit assigned specific responsibility for contiauous, comprehensive
and coordinated planning. Furthermore, the unit {s plaved i Giitcci contact with
the Superintendent in a position which cnables its stuff to work darcetly with 2ll
divisions for effective ,lanning. .
There wre two major alternatives in which the Delaware Departnent of
Public: Instruction can be restructured to establich an cffective planning unit.
These are illustrated in Figures I and IX

Figure I
(The Department of Public Instruction I)

| state soard.

] Superintendent

Administrative )
Deputy Supgrintendent Assistant

———— e ——— e o O R L ey

———

- e 24 S e s 0 g

Director, Research
& Publicgtions

i |

o T T o 1 ST
Asst Superintcndent Agstistant Assistant Assistant
Planning Services Superintendent Superirtendent Super{ntcndqu_J
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Figure 11

(The Dr‘p:.rtrtvnfof fublic Yrstruction 11)

[Supcrinto.r.lmafj

(’Deputy Supcrintcndcntr__”"4_» . ‘» Admiﬁistrati\?]

L_Assistant
= e e -
Director. Resecarch Director
& Publications | - —=: Planning nggigeﬁ

i |

Assistant 7| Assistant | Assistant
Sup<.-rintc:ndr-r~.t_‘i Supcrintendent ! Supcrintendent

Both structures previde an effcctive model for planning. 1In
Figure IT, the Unit is In a position parallel to the PDirector of Research and
Publications, and entitled Direcctor of Planning Services. In Figure I, the
Unit maintains divect contact with the Superintendent wi)th the higher status of
Assistant Superintendent of Pl..nning Services. The structures are both feasible
and effective. Department leadership may select either alternative.

The title &nd position selected reflect the degree of‘authcrity the
Department delegates to the planning staff. It would also be possible to initiate
the Unit under the title "Director of Flanning Services" and promote it to
"hssistant Supcrintendent for Planning Services" as its importance to the
Department increascs.

2. Administrative Structure of the Unit

As rccecumended, cach member of the planning Unit staff has specialized

expertise in certain aspects of cducational planning. Each member works directly

with organizational divisions of the Department in his specific area of expertise,




19

thus, there is approximately equal staff status'for members of the planning
ynit. One member of the staff is selected to direct and manage the overall
planning function. Wolvek (Iowa)7recommends that the titles and structure of
the ynit reflect these relationships. In Delavare, this is accomplished by

one of the following alternatives (See Figures III and IV) depending on whether

the Unit itself is placed in either Figure I or II, respectively.

Figure TIT Figure IV
(The Planning Unit I) (The Planning Unit II)
“Assistant Superintendeat | 'TSI;EEE;;WSE”
for Pianning Services | Planning Services

T = - . [ .

I : i
. { N 1 — . NN S
I Associate for W Assoclate for Pianning Planning
l_flanning Services Planning Services Associate { Associate

To simplify the following discussion, staff positicns will be
referred to as Director of Planning Services and Planning Associates.

State Educational Agencies 4o not specify one optimal size for a
planning unit staff. The staffs of units vary in size according to the particular
characteristics and planning needs of the state education agency. The staffs of
such planning units vary from a minimum of four to a maximum of eighteen persons.
The consensus of the literature pointed out the necessity for a minimum of
three persons to form the nucleus of a separate planning unit.

Taking into account the small size of Delaware's Department of Public
Instruction, the limitations of money available to planning and the experiences
of other small states in establishing a planning unit, the author proposes that
a three-man planning staff be the objective of the Department. If this staff is
found to be inadequate to meet the growing demands on planning and coordinéting,

additional personnel can be a2dded as nesaded.
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C. PRoles and Competencies of the Staff

The experience of other state educational agencles points out the
necessity for planning staff to have specialized training in planning techniques
in order to be effective. Various methods have been utilized to achicve these
specizlized skills. These include: contracting consultants to direct the planning
function, hiring specialists in educational planning, and trairing Department
personnel in advanced planning techaiques thrc.gh in-service training or workshops.

Contracting of consultants does not provide for a permanent planning unit
vith continuous reevaluation. Also, it is more expensive than the other methods. .
Hiring specialists in educational plamning offers the dual advantage of providing
advanced planning skills and an approach to Department planning unbiased by
defensiveness or tradition. tlovever, hiring three:specialists is also an expensive
proposition for a DPI. The training of Department personnel in advaﬁced skills
i1s the least expensive alternative, but the Department will not achieve a full
planning capability for an extended period of training. On the basis of these
reasons, it is recommended that the Departmeat utilize a combination of these
approaches to develop a planning unit in Delaware. The author proposes that the
Delaware DPI hire one full-time specialist in educational planning to head the
Pl aning bnit and train two members of the Deparment in planning techniques to
£111 two positions on the staff.

| The Planning Unit staff is to be trained in specific planning skills
and techniques. Based on the combined findings of Utah8and Iowa State Educacional
Agencies,geXpertise in the following ten fiélds is recommended: .
°Educational Supervision and Coordination
°Systems Technology

°Communications Networks
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°Long~rangce Projections and Forecasting

°Knowledge and Interpretation of Laws which [ocus cn Education

°Relating socio-econonic-political trewmds to Education

°Information Systems Analysis

°Educational Re:earch Design; Preparation of Applications for Funding

°Mathematical and Simulation Model Technology

°Cost~henefit Analysis and Planning-Programming-Budgeting

Since Delaware will have only three staff positions, each staff member

must be competent in several of these fields. The following expertise 1s
recommended for each position on the planning staff:

Director of Planning: The Director of Planning combines expertise

in educatioiial administration and coordination, systems technology, communications
netvorks and long-range projections, He is specifically responsible for:
a. Coordinating the planning functién with other Department operations.
b. Providing liaison between DPI planning and planning in other
agencies, especially at the local level.
c. Developing communications networks within the DPI and with
o;tside groups.
d. Directing in-service training for Department personnel in systems
téchnology.
e. Directing long-range planning,

Planning Associate 1: Tlils associate will combine expertise in the

knowledge and interpretation of laws which focus on education, relating socio-
economic-political trends to education, appiying for funds for educational projects,
cost-benefit analysis, and planning-programming-budgeting techniques. He ls
specifically responsible for:

a. Preparing for legislation and the implementation of legislation

which affects the planning function,
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Perceiving and anelyzing the sigqificance of socio z2conomic
and political trends in education,

Performing cost-benefit analysis of alternative strategies
proposed by the planning unit.

Developing a PPBS for the Department

Directing and assisting in the applications for federal and
private sources of funds at both the State and local levels of

education.

Planning Associate II: This associate will be skilled in researching .

and retriesving a wide varicty of educational data and information, utilizing

statistical techniques (including data processing) and mathematical and simulation

models technology for needs asscssment and projecticns. He is responsible for:

a.

Perceiving and analyzing the significance of information raceived
from environmental elements.

Directing needs assessment and priority-rankings.

Preparing simulation models based on alternative courses of action
by the DPI.

Improving the Department-wide system of information collection,

analysis, and dissemination through the Information Systems Council..

Tools Common to all Three Planners: It is advisable for all three

planners to be competent in certain planning techniques, since all will be working

directly with other divisions in planning activities. Examples of areas that all

planners should have a basic preparation in ara: systems technolngy (specifically

PERT and CPH), forecasting and projections, envircamental analysis, principles of

statistics, computer applications and flow charts.
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D. Organizational Relat'snships

"Comprehensive statewide educational planning cin only be achieved if
organizational patterns are vstablished which cleorly take cognizance of the
overriding importance of planning and provide the means by which planning functions
will be promoted and facilitated."lo With relatively minor modifications,
the Del: -are Department of Public Instruction can adopt its organizational relation-
ships to establish an effective planniﬁg capability. 1In-this section, the central
aspects nf these relationships will be detailed. Specifically, this section will
outline:

(1) The relationship of the flanning Unit to the decision-making
functions of state education, specifically, the State Legislature,
State Bonard of Education, and the executives of the DPI.

(2) The relationship of the Planning Unit to the "action" component of
state education; the administrative and divisional leaders.

(3) The relationship of the Planning Unit to other levels of the
educational sysiem; for examplz, the Federal Office of Education,
local school districts, and colleges and universities.

(4) The relationship of the Planning Unit to other relevant agencies

. and organizations; for example, related state agencies, business
foundations, and concerned citizens groups.

These varied groups are related through the following committees and councils:11

(1) The Executive Council (Figure V): This council relates the

Planning Unit to the decision-makers of the educational system. The Council itself
is directed by the Superintendent, with the Deputy Superintendent acting as
Executive Secretary. The Council is composed of the heads of Administrative Divisions

(the Assistant Superintrndents).
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All plans must be submitted to the Executive Council for approval before
implementation. The Council makes decisic is by conscnsus on the basis of
reconmendations submitted by the Planning Council. Furthermore, the Council takes
action to commit resources and to organize for the implementation of the plan.

Figure V
(The Executive Council)
Superintendent ]
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Deputy Superintendent l
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I ) 1 e
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Furthermore, the Executive Council relates the Planning Unit to the
State Board and the Legislature (Figure VI). The Superintendent commissions the
unit to prepare specified plans for these bodies, and approves all plans to be

submitted to either the State Board or the Legislature.

Figure VI
(The Exerutive Council)

State Board of | eniel
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\\ e
Superintendent __[
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Director of
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In Delaware, the present Administrative Council includes all the proposcd
members of the Executive Council, and serves in a decision-making function. With
the establishment of a separate planning unit, the Administrative Council will be
officially a»thorized to make exccutive decisions on planning. As planning bocomes
more speclalized and more demanding, it may be nccessary to schedule meetings more
frequently than twice a month.

(2) The Planning Council: Furse relates the planning unit to the

"action" component of state education, the administrative and divisjonal leaders,
through a Planning Council (Figure VI). The Director of Planning Services directs
the Courcil, assisted by the Deputy Superintendent as Executive Sccretary. The
Council is composed of all Administrative and Divisional Heuds.

Figure VI .
(The Planning Council

- Director of rlanning

Deputy
Superintendent
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Problems for planning consideration are to be submitted to the Planning
Council, and priorities established. The Council serves to coordinate for planning
and to organize for the process of planning and the implementation and evaluation

of the plan. Decisions are made by consensus cn the recommendation of plans to be

submitted to the Trecutive Council.
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In Delawarce, the present Administrative Council has monthly mectings,
directed by the Superintendent, which contain all members of the proposed Planning
Council and informal procedurcs of this Adminiitrative Council. Because of the
small size of the Department of FPublic Instruction, and the relative power of the
Superintendent, it is sugpested that the Delaware Department of Public Instruction
retain the Administrative Council as its Planning Council, under the directicn of
the Supcrintendent.

As demands for planning becomec greater, the Superintendent may establish
a separate Planning Unit under the direction of the Director of Planning Services.

With the additional tasks of planning and cooudination, it will be
necessary to schedule more frequent mecetings, which include Divis onal Heads: a

'_feasible scheme is the addition of time at the end of each Administrative Council
meeting specifically designated for planning. " The proposed Planniag Council is
shown in Figure VII:

Figure VII
(The Planning Council IIX)
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(3) Program Revicw Committee (Figure VIII): This committee has
no specific structure. Each comnittee includes at lcast one member of the planning

staff and the Deputy Superintendent., A propobcd structure 1is shown in Figure VIII.

Figure VIII
(Program Review Committec)

Assistant Superintendentj

—

I-Beputy Superintendent \

[;Pirector Planning i
| Associate

The Program Review Tommittee is selected to develop and screen
planning proposals prior to the meetiing of the Planning Council. The Committee
prepares the agenda for the Planning Council. The Deéartment may select several
Program Review Committees, each preparing proposals of a specific nature, or it may
select one Program Review Committee for all proposals, ‘

(4) Task Fovces: These units are degignated by the Planning Council
for a specific task as it arises. Members of the Task Force are chosen for their
particular expertise in the problem area, or for thei. central role in its

implementation. Members of the Task Force may be specialists from outside the

Department; indeed, this is often a valuable source of insight and informaction.
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(5) Information Systems Council (Figure IX): The Information Systems
Councii 1s structured as indicated in Figurc IX. Dirccted by the Rescarch Systems
Analyst of the Research and Publications Division, it includes the birector of
Planning Services, the Director of Data Processing, the head of the Research
Information Center and an information Systems representative from each

administrative division.

Figure IX
(Information Systems Council)

Research
Systems
Analyst
Director ‘Director T
Data Processing Planning Services“J
[ L “':".""—_“"T N
Information Planning ] [ Head Information Infornution l
Systems Associate i Research Systems | Systems
Representative Information, Information Representative' Repre,entative
- Systems | ' I Center T

The Council is delegated responsibility for developing and
coordinating improved methods of data collection and analysis and improved patterns
of information collection and communication within the Department. The Council
submits recommendatiuns for improved techniques and better equipment to the Executive
Council.

(6) Relationship of the Pianning Unit to Local Educational Agencies:

The Plannisg Unit serves in several capacities with relatién to the local education
authorities. As shown in Figure X, the Unit assists local education authorities to
develop their own planning capability, and makes available for their use the
advanced planning techniques and equipment acquired by the state education agency.

The Unit also encourages the development of regional planning coordination by the
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local cducation authorities, an Indicated in Fipure X1. This regional coordinatien
allouvs the local schools to purchase cquipnent for nutual use which would otherwise
be too expenzive, and encourazes planning of coopevative innovatlve prograns,
Finally, the Planning Unit also serves as a coordinator between the local cducation
agencies and other levels and branclios of the educational system (Sce Figure XII).
Too often the local level 1s unaware of the programs or services that other areas
have to offer, or they are unable to preparc the connlicated plans required to gake
advantage of such plans. The state educational Planning ynit informs the local
level of programs and services offcred by the other levels and branches of education,
and offers its services in assistiug the local level to plan and apply for needed
sexvices.

(7) Relationship »f the Planning Unit with Related State Agencies

??igure_fllf):

Figure X
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State educational planning is only one part of the larger picture
of overall planning for the development of the state. The planning ynit of the
state education agency initiates contacts with the State Flanning Department for
the purpose of relating educational planning within a state plan, utilizing their
expertise in planning, and developing coordinstion with related state agencies.
The Unit encourages the development of planning units within other state agencies,
to imﬁrove that agency's yrlanning process, and to improve the coordination between

state agencies.

Figure XITT
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(8) Citizens' Committee: The Planning Unit must necessarily consider

in its planning the values and desires of the citizens it 1s serving. Not only
docs.it need to collect data on changing characteristics of the population, but
it is nectessary that they be sensitive to changing social pressures and demands.
To accomplish direct contact with citizens representing variocus interests in the
state, it 1Is suggested that the Planning Unit institute a citizens committee to
establish goals and guidelines for the State Department of Educaticn. At
present there is an a~tive citizens committee represeating certain limited
interests, called United Forces for Education. This group is designated to direct -
the citizens ccmmittee, with the addition of representatives of all interests in
the state. The citizens committee is assigned at specified intervals to make a
thorough examination of goals and guidelines for the State Departmeni of Public
Instruction and report these to the Governor, the State Board of Education, and

all interested organizations.
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E. Generalized Planning Stratepy

The particular function and responsibilities of the Planning Unit have
been delineated above, and structures have beén provided for the effective operation
of a planning unit, It is impossible for the author to designate the exact nature
of the tasks which will be performed by the Unit, as the author.is not an expert
in this field. Also. the tasks performed depend to a great extent on “he person
chosen and his particular expertise and preference.

Within these limitations it is possible to generate certain fundamental steps
in the blanning process, and to outline the role of the Planning Unit at each step.
The basis of this design for planning will be a Generalized Involvement Model for
Comprehensive Iducational Planning, proposed by Bernarr S. Furse in the Multi-State
Project on Comprehensive Planning}2 (See Figure XIV.)

The left-hand column of the model represents the proposed organizational
councils. In Delaware, the Executive Council and Planning Council may mérge in the
Administrative Council. The Administrative Council would be responsible for the
combined tasks of the Executive and Planning Councils;

The column headings represent the functions of a systems approach to problem
solving. The steps or activities in problem-solving are representsd in circles.
The position of the circle indicates what council'has resnonsibility for that
activity. Arrows indicate the ideal "flow'" or direction of the planning process.

" Certain planning projects will not fit'into this pattern; the Model is not intended
to be a strict structure for planning, but raﬁher an overall design of the planning
Pl. cess.

The long boxes at the top and bottom of the Model illustrate correlation and

interaction during the planning process with the groups named.
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Figure X1V .
(Generalized Planning Strategy)
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Identify Problems: In order to detcrmine prob}em areas which demand
attention at the state level, the Department must examine "what is" and
and compare it with 'what should be". This phase in plannirg is divided
into three steps.

(a) Assess Needs: The Planning Urit is responsible for coordinating needs
assessment. The Unit collects data from all available sources and
combines it with ordered information on the educational system. For
this purpose, up-to-date information on all aspects of the educational
system a.e mandatory. The Planning Unit will cooperate with the
Researzh and Data Processing Divisions to retrieve such data.

At specified interv#ls,.the data and information are analyzed and needs
are assessed and presented to the Planning Council to serve as a
background for identification of problems and priorities. A framework

for needs assessment at the state level is provided by Mclure. 13

(b) Recommend Goals and Priorities: The Planning Council develops specific
recommendations for goals and priorities of education in Delaware. The

needs assi wsment serves as a basis for the recommendations. The

Y

significant step here is the examination‘of goals and priorities for
statewide education. This step is often neglected, yet it is essential

as it determines the direction, the relevance, and the validity of the entire
planning effort. General goals should be translated into specific
objectives where possible. Sources which provide guidelines in formulating

goals and cbjectives are listed below.
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Suggested criteria for establishing priorities are:

a.

Importance of need: The consequences of not satisfying the
need.

Severity of need: The amount of unsatisfied need.

Persistance of need: The length of time the need has existed.
Awareness of need: Visibility to public and educators.
Relevance of need: Within scope of DPI operations.

Time required for planning and implementation.

Cost.

Barriers to satisfaction of need.

Human concerns - strength of social and cultural values for the

satisfaction of need.

Establish goales and Priorities:

The Executive Council establishes goals and priorities for statewide

education, on the basis of the recommendations from the Planning Council.

Additional information may be requested by the Executives; appropriate

changes may be made. Final authority for determining goals and priorities

13 delegated to the Executive Council. Selected goals and priorities should

be publicized to all related organizations, and should serve as a basis for

allocation of resources.

Perform Analysls: A careful and thorough system analysis of each problem

serves to determine the exact nature of the problem and to specify the steps

necessary to solve the problem.

(a) Perform System Analysis. Furse recommends the following types of

system analysis:
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(1) Mission Analysis which (1) identifies the major objectives

involved, (2) details the performance specifications required,

(3) identifies the constraints, and (4) requires the preparation

of a mission profile {a sequential flow chart of the major functions
involved).

(2) Functional Analysis which 1s the process used to determine what
jobs must be done to accomplish the planning objectives.

(3) Task Analysis which 1s a further breakdown of each job into the
tasks that specify how each subfunction will be accomplished.

(4) Method Means Analysis which identifies the alternative methods
and/or means by which the tuasks and consequently the entire mission
can be accomplished.

(b) Delimit and Assign Problems:
On the basis of the systems analysis, the Planning Council determines
what aspects of the problem require attention. Then it assigns various
aspects of the problem to appropriate personnel for further solution
efforts. If the problem is assigned to a division, planﬂing unit
personnel work closely with that division. The Planning Unit itself is
assigned'responsibility for:
(1) Planning of a long-range nature.
(2) Planning that involves two or more divisions.
(3) Planning identified as needed, but requiring time the operating
units could not spend.
(4) Planning that would point to ways the Department could be
strengthened. .
(5) Planning which would serve to enhance and supplement the many

short-range types of planning underway in other units.
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3, Generate Alternative Solution Strategies:

The next phase in the planning process is to synthesize elements in the

problem to arrive at various solution strategies. Proposals from all

levels of the educational system would be studied. Generalized strategies

would be compared in terms of cost-effectiveness.

(a) Coordinate Ideation: This is the step concerned with generating ideas
for solution strategy. A task force may be selected to perform this
function. Proposals from all divisions and levels of the educational
system are stimulated by disseminating information from problem analysis.

(b) Coordinate Preliminary Planning: Planning Unit staff would work with
appropriate divisions in developing broad outlines of plans for alternative
solutions. Estimates of personnel and resources would be submitted. The
preliminary plans would provide decision-makers with alternatives, and
estimated consequences of alternatives, for effective decision-making.
The selected plan would also serve as a foundation for more comprehensive
planning.

4. Select Solution Strategy:
The selection of the most feasible and effective strategy is made by the
Executive Council on the basis of the data prepared by planners.
(a) Screen Proposals:
The Program Review Committee screens proposals to emsure that adequate
- information and analysis has been provided on the alternative solutions.
The Committee may request more information from those submitting the proposal,

or submit alternative solutions to the Planning Council.
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(b) Recommend Proposals for Development:

Alternative proposals are carefully considered by the Planning Unit,
and recommendations submitted to the Executive Council. All proposals
are submitted to the Executive Council for full consideration, with suggestions
and recommendations of the Planning Unit.

The Executive Council may also specify personnel from outside the
Department to be utilized. Personnel from federal-or local education
authorities, other state agencies, or a variety of related organizations
could be selected. One member from the Planning Unit will be assigned to each
task force. Timing for the initial stages of the task force will be
specified.

(¢) Develop Detailed Plan:

The assigned task force will be responsible for developing a detailed
plan for implementation of the strategy. It will utilize appropriate
systems techniques to provide a comprehensive plan. The Planning Unit will
provide technical assistance to the Task Force in suclh areas as PERT, CPM,
modeling and simulations, and forecasting. It will insure that the plan is
detailed in both scope and depth.

(d) Screen Detailed Plans.

{e) Recommend Plans for Implementation.
(£) Select Plans for Implementation.
(g) Assign personnel to Task Force:

These steps parallel the steps involved in screening and selectiﬁg
solution strategies, except that now detailed plans are sélected for
implementation.

The Flanning Unit would tentat£ve1y identify personnel and resources

to be utilized in implementing the recommended plan.
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(h) Select Proposals for Development:
The final seclection of proposals for development is made by the
Executive Council. The Council may acéept, reject, combine, or modify
proposals, or it may request additional analysis or information on
certain proposals. The Executive Council commits necessary resources and
personnel to selected proposals and organizes for the development of a
comprehensive plan.
5. Develop Detailed Plan For Selected Strategy:

Utilizing the tools of systems synthesis or systems engineering, detailed
plans are developed for implementing the selected strategy.

(a) Form Developmental Task Force:
Department personnel are assigned to task forces by the Executive
Council, as proposals are approved for development,
6. Implement Plan: The "action” phase of planning is carried out by ;ssigned
task forces. Often a pilot program will be a first_step to implementation.
Close interaction between the implementing task for;e and planners will insure
effective translation of plans into action.
7. Evaluate: R

This phase feeds iaformation on strategy effectiveness back to the decision-
makers and plamners. Feedback is utilized to modify the strategy to improve
effectiveness of the plan. The Planning Unit is delegated responsibility
for modifications. All plans must provide for evaluation procedures, based on
detailed objectives.
8. Diffuse:

This phase is actually outside the scope of planning. It was included to
indicate the operation of planning within a dyramic system. Successful atrétegies

are disseminated throughout the educational system to provide better education
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¥. Procedure For Evaluation

It is important to provide for periodi: cvalﬁnticn of the planning ynit,
particularly in the initial phascs of development. The author sugzests a panel,
directed by the Superintendent, as the method for evaluat:ion of the activities
of the Planning Unit. The Deputy Superintendent will serve as Executive Sccretary
to the panel. The panel will be comnosed of executives and administrators of
the DPI, local and federal education representatives, and planning specialists
selected from business, rescarch laboratorics, and other state agencies.

Various methods are employed to examine the effactiveness of a planning
function. Plans produced by the Unit are evaluated on the extent of the problem
analysis, the alternatives offered, and the comprehensiveness of the plan.
Furthermore, the degree to which plans are Implemented will serve as a measurc of
the effectiveness of the planning function. The organizational relationships
and the planning strategy are themselves subject to evaluation and modification.
All in all, the Planning ynit will be evaluated on the degree to which it carries
out the functions and responsibilities delegated to planning. The evaluation must
take into account the resources and personnel delegated to plauning and the support
provided by top leadership.

The panel is directed to evaluate all plans and services provided by the
Planning Unit. It is directed to outline inadequacies of plans and services and
to recommend improvements. In addition, inadequacies of personnel, resources,
and management support are explored and adjustment made. Finally, the panel
delineates additional services which the Unit could provide to state education.

The evaluation activity is valuable in several respech. Firct, it provides
valuable feedback on the workings of the Planning Unit, to Improve its effuctiveness

and to-insure that it is satisfying felt needs for planning at the various levels




of clucation. Sccond, the evaluation provides an opportunity for divisions
of the Deyartment (who may rescent having their programs evaluated by the
Planning Unit) to do a 'turn-about'" cvaluation of the Unit. In this evaluation,
the divisions will focus on :rays in which the Unit can do MORE to aid thcm.
Fir-1ly, the evaluation panel 1s valuable since it brings together all groups
related to the planning function and in this way serves as a valuable stimulus
to better planning.

The recomnendation of the evaluation pancl are submitted to the Fxecutive

Council where appropriate action is taken.
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I¥. PHASES FOR THE ESTABLISHMENT OF A PLANNING UNXIT WITHIN THE DPI

The sections just completed determine a planning unit to effectively provide
continuous, coordinated and comprehensive planning for the DPI. This model will
serve as a goal which the DPI will work toward with all _ .,ssible speed. Four
stages are suggested for the "phasing-in'" of the planning Unit.

These stages were selected for their effectiveness in eliminating barriers
to the development of a planning unit. Each of the four stages could be broken
into smaller stages, or stages could be modified or combined at the discretion of
the Superintendent.

As the stages are implemented, a full evaluation must be made of the
operations and accomplishments of each stage before proceeding to the next stage.
On the basis of this evaluation, the Department determines whether to more fully
develop the current phase or proceed to the next phase of planning.

Barriers to establish a planning unit include:

(1) Limited money available to plannirg.

{(2) Resistance of Department personnel to evaluation of théir programs
and procedures.

(3)_ Resistance of Department personnel tb a specilalist, uzing unfamiliar
methods and techniques.

(4) Limitations of present data collection and analysis.

(5) Limftations of specialist unfamiliar with Department operatious.

(6) Initial limitations of small unit (3 staff members) im handling full
planning responsibilities.

These are factors which must be reduced in implementing planning. The four

proposed stages should minimize these and other barriers to planning.
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Phase 1

Functions: The functions of Phase I are:

(a) To hire a planning specialist as Director for Planning
Services and introduce him to DPI operations.

(b) T» acquaint Department personnel with potentially useful
advanced planning techniques.

(c) To train personnel in specific techniques to ald planning.

{d)} To examine data collected by the Department and delineate
areas where additional information on data analysis is required
to support comprehensive and long-range planning.

Personnel: The author strongly recommends as a first step in improving the‘DPI
planning capability, the hiring of a specialist in educational planning. This step
serves as an initial stimulus to the planning effort. In-service training of
Department personnel for the position is time-consuming and resources spent on
training are less effective than money spent on hiring one highly-qualified
specialist. The Specilalist guides the direction of the entire planning effort.
Therefore, the Department must offer a salary high enough te attract and keep a
competent, qualified person in this position. During the initial phase of
development, the Specialist works in direct contact with the Superintendent.

(See Figure XV.)

Figure XV
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This phase serves to minimize the initial resistance to the Specialist and
to provide the Specialist with an overall view of the planning needs.

The in-service training of Department personnel directed by the Specialist
has the dual value of improving the planning within the divisions and minimizing
the resistance to the operations of the Planning Unit by familiarizing personnel
with the advantages of its methods. Divisions are less likely to oppose iranovation
when it clearly presents advantages to them.

The study of data and information supports for planning will pinpoint
additional data and equipment needed to support planning.

Structures: The Planning Specialist will attend Administrative Council
meetings. This 1s the main organizationzl relationship through which the Specialist
will operate, directed by the Superintendent. " Steps will be taken in this phase
to develop the Information Systems Counéil as another organizational relationship

for planning.

Phase 2:
Functions: The functions of Phase II are:
(a) To train two persons for the staff positions of the Planning
Unit.
(S) To establish improved data collection and processing procedure;.
(c) To generate long-range projectiors of needs and resources.i
(d) To engage in one or more limited planning projects fo
determine the effectiveness of the planning strategy
(e) To assess needs and identify problem areas in the Department.
Personnel: Two persons are to be selected from within the IPI for their

knowledge and skills in specified aspects of state education (See section on

Professional Comﬁetencies of Planning Staff). The persons will be trained.as

4
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"Planning Associates". The persons will work half-time in their former position,
and half-time in training directed by the planning specialist. Steps should be
taken to hire new personnel for the former positicns of the staff.

‘Strectuvres: The organizational councils fnr planning, inclvding the
Executive (ouncil, Planning Council, Information Systems Council, and Task
Forces, will be utilized in the test projects. Thorough evaluation will be made

of planning strategy to perfect the process.

Phase 3:

Functions: The functions of Phase I1II are:

(a) To establish a separate plannins unit with three staff
persons,

(b) To utilize the modified planning procedure to provide
comprehensive planning for high-priority problems.

(c) To coordinate Department planning, evaluating information and
communications patterns.

Personnel: .In this phase, the Division of Plamning Services k=comes a reality
with a staff of three specialists in planning. Phase 3 initiates a comprehensive
planning mechanism'into the DPI, with limited responsibilities. The Unit focusses
on several high-priority problems vhile coordinating planning department—wi&c.

The Planning pnit will limit its role to coordinating Department planning and
performiing comprehensive analysis of specified problem areas.

Structures: The organizaticnal planning relationsiiips and strategy will be

fully utilized to implement the planning process.
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Phase 4:

Phace 4 will be the full implementation of t#e Planning Unit described
_above. In this phase, the Unit provides leadership in the development of
planning capabilities to octher levels in the educational system and to other
agenciec. It initiates contacts with all related'organizations and mediates
thelr needs and interests. It prepares detailed long—range plans for state
education. This phase is an extension of Phase 3. Phase 3 establishes planning
in the Department. In Phase 4, the Unit serves to stimulate others toward better
pianning and coordination.

The personnel, structures and procedures utilized in this phase are

described in Section VIII, The Planning Unit.
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SUMMARY AND RECOMMENDATIONS

The author, a recent University Graduate, was commissioned to make a
ten-week study ''to determine and establish a plarning unit to provide the
Department of Public Instruction with the capability for continuous,
comprehensive,; long-range and coordinated planning."” The method of
investigation was an extensive review of the literature on planning combined
with a careful examination of the specific planning needs and operational
relationships within the Department,

Specific needs for improved planning within the Department include:

a. The need for training in planning tools such as systems analysis
and CPM for Department personnel involved in planning.

b. The need for evaluation and updating of existing programs of DPI.

c¢. The need for a system to coordinate planning Department-wide.

d. The need for ordered alternatives for decision-makers.

e. The need for long-range projections and planning as a guideline
for short-term efforts. |

The findings of the report are limited both by the author's lack of
expertise in the fields of education planning and state level education and by the
theorztical nature of the literature reviewed. Recommended planning structures aﬂd
techniques have not been experimentally validated. The study was further
limited by the ten-week time limjit.

Within these limitations, the author proposes the establishment of a
separate planning unit invthe DPI, o provide the Department with an effective

~planning capability.
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The Planning Unit will be snecifically designated responsibility for

°continuous

°comprehensive

°coordinated

°long-range
planning;. The Unit will not perform all planning, but rather will direct
training for Department pcrsonnel to improve their planning techniques, establish
improved patterns of communication and coordination, and perform planning tasks
as needed.

| It is necessary to determine the organizational structure of the planning

Unit. It is proposed that the head of the Unit be entitled '"Director of Planning

t

" .Services," and staff members be 'Planning Associates'. The Unit itself is to be
in direct contact with the Superintendent, as in Figure II.
The staff personnel will have specific expertise Zn planning, and

responsibility for certain planning functions, as follows:

Director of Planning:

® Cuordinates the planning functions with other Department operations.
® Provides liaison between state educational planning and planning in
other agencies and other educational organizations.
® Develops communications networks both inside and outside the DPI.
© ° Directs in-service training.
° Directs long-range planning.

Planning Associate I:

° Prepares legislation and the implementation of laws which affect

plarning.

® Perceives s£nd analyzes social, economic and political trends in

relation to education.
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®* Performs cost-benefit analysis of alternative strategies.
° Develops a PPBS for the DPI.
® Assists and cuvordinates in applications for funds by both state and

local levels of education.

Planning Associate II:

® Perceives and analyzes environmental and program data.
® Directs activities of needs assessment and priority ranking.
® Prepares simulation models based on alternatives proposed.
® Improves information collection, analysis and dissemination.
. The flunning Jnit functions through a series of councils and committes:

The Executive Council:

Directed by the Superintendent and composed of the Assistant Superintendents,
the.Director of Research and Paiblications and the Director of Planning Services,
this council makes decisions, by consensus, on plans proposed by the Uniq. (See
Figure V.)

The present Adninistrative Council of the DPI is officially authorized as
the Executive Counci., to make final decisions on planning.

The Plannfang Council:

Directed by the Superintendent and including all Assi:tant Superintendents
and Directors, the Planning Council serves to organize for the process of planning
and evaluation and to coordinate planning. Final plans and recommendations are
sent tb the Executive Council. The present monthly meeting of the Administrative
Council of the DPI will serve as the Planning Council (See Figure VII).

Program Review Committee:

Composed of several members of the dep:rtment staff anq including at least
one member of the Planning Unit, the Program Review Committee develops and screeus

proposals poior to the Planning Council (See Figure VIII).
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Task Forces:

Task Forces are specifically assigned to complete tasks for planning
or the implecmentation of planning. They are composed of members with particular
expertise in the specified area.

Information Systems Council:

The Information Systems Council combines the tzlents of Department
personnel involved in information collection, analysis and dissemination, to focus
on these areas to improve the planning capability. Members are the Director of
Data Processing, the Director of Planning Services, the Research Systems Analyst,
and Information Systems Representatives from all operating divisions. (See
Figure IX)

The Planning Unit will further assist LEA's to develop their planning
capability and to perform specified planning tasks. It will serve to coordinate

. between LEA's and research and related institutions which contribute to education.
The Unit will stimulate the state agencies to improve their planning capability.
Finally, the Unit will establish a citizen's committee to examine goals and
guidelines fo' the DPI and to make recommendations at specified intervals.

For effective planning, the Planning ynit will establish a specified
pattern or network by which planning problems will be perceived and analyzed and
solutions will be implemented. A general planning strategy is illustrated in
Figure XIV. A full description of the strategy i3 included above.

Finally, the Planninz Unit must establish procedures by which its operations
will be evaluated. The author recommends an evaluation panel, composed of‘all
personnel related to the planniug ynit, bothlwithin and outside the DPI. The
purpose of the panal is both to evaluate past performance of the Unit fa relation
to the support provided it, and also to stimulate intcrest and cooperation in the
planning effort. Recommendations of the panel are glven to the Executive Council,
where appropriate action is taken.

ERIC

IToxt Provided by ERI
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The author proposcs that the DPI set as its objective for iﬁprovcd
planning unit designed above. Realistically, the Department cannot establish such
a unit immediately because of limitations of money available to planning. It
is recommended that the department utilize four stages to "phase-in" an effective
planning unit:
a. Phase I:
(1) Hire a planning specialist as Director for Planning Services and
introduce him to DPI operatioms.
(2) Acquaint Dzpartment personnel with potentially useful planning
techniques.
(3) Train Department personnel in specified techniques to aid planning.
(4) Examine data ccilected and analyzed by the DPI and delineate areas
‘where improved analysis is required to support comprehensive and long-range planning.
b. Phase II:
(1) Train two persons for the staff positions of the Planning Unit.
(2) Establish improved data collection and analysis.
(3) Generate long-range projections of needs a.d resources.
(4) Fragage 1n one or more limited planning projects to determine the
effectiveness of the planning strategys.
(5) " Assess needs and identify problem areas.
c. Phase III:
| (1) Establish a separate planning unit with three staff persons.
(2) Utilize the modified planning procedure to provide comprehensive
planning for high-priority areas. - -
(3) “oordinate Department planning, evaluating information and
communications patterns.
d. Phase IV:
. The full operatiun of the Planning Unmit. providing leadership and
directions to planning throughout the educational systefn.

ERIC

IToxt Provided by ERI



53

The author recommends the '"Phasing-in" of a planning unit, to provide

improved planning Department-wide, as a higher-priority goal for the DPI.
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1. Wolvek, Joe, "A Comprehensive Planning Process for the State Department
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2. Purse, Bernarr, "A Syncrectic Model," (Silt Lake City: Utah State Board
of Education, 1968) p. 76.
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4. Furse, op. cit., p. 83.
5. 1Ibid., p. 86.
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